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Innovation in industry:
the FICOSA experience
Globalisation of markets, multitechnology products and the speed
of habits and society worldwide have called for classical innovation
processes to be redesigned and adapted to achieve success in
business, based on products requiring industrial processes to be
marketed.
VICENÇ AGUILERA
Innovation in industry
Considering innovation as the transformation of
knowledge and ideas into new or better commer-
cial products creating added value for the client,
the most important for developing an innovating
industrial company is to achieve a balance be-
tween people, organisation and resources, with a
strong leadership of managers, the ones truly in
command of innovation.
Innovation plays a catalytic role between technol-
ogy and business, so it needs to provide fast
changing markets with new solutions and prod-
ucts as they move quickly and surprise with the
acceptance of new products.
The innovation process is absolutely strategic to a
company, and this is the main reason for which
top managers need to be involved to take daring
decisions, plan resources and accelerate the
process. The ideal behaviour of top management
in the innovation process can be summarised in a
graph (chart 1).
The top managers of a company 
need to be involved in the 
innovation process as it is absolutely
strategic.
Certain attitudes by some managers, expecting
«experts» to do their job while they are the ones
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Chart 1. Innovation process at FICOSA
Source: FICOSA
The innovation process is absolutely strategic and this is the reason for which managers need to be
involved to take daring decisions, plan resources and accelerate the process.
taking decisions, is to be avoided. Such an attitude
can lead a company to higher R&D costs and to
miss a chance to launch new products. Within an
industrial company, it is people who need to drive
innovation. If results are to be achieved, this is
something to be taken very serious when hiring,
capacitating and placing employees for the inno-
vation network called organisation.
Attitude, knowledge and individual responsibility
will be crucial for innovation, but they will also
need to come with funds and an efficient organi-
sation. Trust in luck or great ideas of a single indi-
vidual is not enough, no matter how bright they
may be. A system, teams and procedures need to
be in place, in a pattern very similar to that of a
car race.
It is crucial to be prepared in detail and paying
special attention to competitors, as movements
on the market set the pattern to find the best
suited moment to introduce an innovation.
The best suited moment to introduce
an innovation needs to be chosen
considering the movements of
competitors on the market. 
Simplifying concepts and integrating them into a
traditional mechanical system leads to successful
innovation and the generation of EBIT1 at a com-
pany. Considering that the innovation drive
comes from the energy generated by people and
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Chart 2. The innovation machine
Source: FICOSA
Simplifying concepts and integrating them into a traditional mechanical system leads to successful
innovation and the generation of EBIT at a company.
resources, the first engine is the organisation
moving four more wheels that, if well synchro-
nised, will lead to business success (chart 2).
Along the same lines, we must not forget that the
complexity of people and organisation requires
other considerations in order to have a company
improve its innovation process.
Fields of study
The first field of study needs to be ideas, which
are to flow in a very natural way to invest time
and funds for facilitating suggestions, leading to
efficient idea management, i.e. a culture of gen-
erating new ideas.
Tasks need to be planned and a metrics is crucial
to spare necessary resources according to the
company strategy.
The second area is problem solving. The organi-
sation has to develop systems and mechanisms
to be efficient in a sequence – critical and con-
structive at the same time – such as the analysis
of product or process problems and the develop-
ment of good solutions. It is also indispensable
to be able to decide an efficient implementation
of solutions. All this process leads to progressive
innovation, a kind of innovation that yields many
benefits for industrial companies and one of the
most interesting sources generating resources for
disruptive innovation.
The third area relates to innovation culture,
which is built in a climate of trust, fostering a
culture of taking a certain risk and especially
with enough time for top managers to motivate,
lead and monitor people doing innovation. Here
we shall also include acknowledging individuals
or teams since motivation is the best fuel to
move the innovation engine.
The fourth area to consider is continuous im-
provement. It is a field that does not seem to be
as exciting as the previous ones but, just as oc-
curs with the second, it is paramount for devel-
oping and producing products since disposing of
process rejects makes the company more effi-
cient and thus more competitive.
The fifth area is related to innovation centres or
places set out especially to achieve the maximum
efficiency of project or research teams.
The heads of department need to be very careful
to create areas with an environment especially
prepared to foster creativity and the capacity to
concentrate so as to maximise the performance
of innovation-minded people. Competition is
very tough and fast. The race can only be won if
we are faster than our competitors.
The sixth area focuses on preparing individuals.
Having pointed out that the human factor is the
key to innovation, investment in training human
resources at our company is necessary in three
crucial aspects for innovation: technology, cre-
ativity and ways of generating new ideas.
Once these six key areas to be considered at a
company have been analysed, two quite opposed
processes need to be initiated. One is to create a
certain degree of chaos, able to generate differ-
ing, disorderly, daring ideas. The other is to cre-
ate in parallel a disciplined system with the idea
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An in-depth survey assists in taking decisions
for introducing an innovative product to the
market.
of passing control gates to make headway with
the aim of organising the whole innovation ma-
chinery.
The sequential concept with control gates for the
research or development process is not against
concurrent engineering. It is just a system pro-
viding for a set of controls preventing the team
to proceed with new activities unless 100% of
what was planned in the previous stage is done.
The system brings accuracy and discipline into
the project and in current industrial products –
which are usually very complex and with multi-
ple technologies – and is indispensable to attain
the level of quality and customer satisfaction de-
manded by the market.
Departments need to have areas with
an environment especially prepared to
foster creativity and the capacity to
concentrate with innovation-minded
people. 
An in-depth survey assists in taking decisions for
introducing an innovative product to the market.
We need to bear in mind that product costs are
decisive for success or failure. It is a long time
since companies stopped setting the price; in-
stead it is the markets that do so, which deter-
mines the system of setting cost targets in indus-
trial processes.
Given that 90% of industrial products is sold on
mature markets, the relevance and the cost of the
production process is paramount to be competi-
tive.
Generally speaking, the volume of products sold
on the global market is growing but so is the
number of competitors, which means that the
race to success is becoming increasingly difficult.
However, the very market competition is the
main drive for innovation, leading to merciless
selection between companies having done their
homework and going forward and those unfit to
survive.
The market trend for industrial products shows a
clear increase of the complexity and an improve-
ment of the functions of these products to suit
their users’ needs. Considering that over 90% of
all scientists of the world having done innovation
are still alive, the odds are that there is going to
be even more speed and variety in innovation.
With such a scenario, organisations need to pre-
pare to adapt to technological change and a shift
in consumer habits. One of the most important
players is therefore the leader of each innovation
project, its PM (project manager or project
leader). They are the true managing directors of
the project, who will lead, manage and facilitate a
multidisciplinary taskforce representing responsi-
bly every business area, such as research, pur-
chasing, production, quality, sales and finance.
This task is of crucial importance to any project
and has a big influence on its final result.
General management needs to delegate the re-
sponsibility and capacity of taking operative deci-
sions to the PM, who will be accountable for pro-
viding transparent information on the evolution
of the project to introduce timely corrections to
meet the targets set, if applicable.
The innovation project leader needs
to lead, manage and facilitate a
multidisciplinary taskforce.
An innovating company needs to manage inno-
vation projects with intensity and discipline, and
the position of projects needs to be above classi-
cal organisation and avoid that excessive power
by the heads of each department suffocates their
creativity and dynamic management.
A company giving too much importance to py-
ramidal organisation can truly hamper the inno-
vation process. Although there are enough basic
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elements to innovate, such as knowledge, human
resources and funds, failure is possible due to a
lack of priority for innovating projects related to
daily business, which would create a devastating
effect for the company since expenditure would
go on without enjoying innovation in due time.
Conclusions
Innovation requires:
 Making good innovating teams
 Having truly motivated people
 No self-indulgence
 A focused approach, not a general one
 Trusting oneself and taking risks
 Marketing oneself
 Organising the innovation system very carefully
After all, innovation is 1% inspiration and 99%
transpiration.
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Notes
1. EBIT: earnings before interests and taxes.
